Chapter 11- Creating and Sustaining High Performance Organizations
· Role of human resource mgmt. in creating an organization that achieves a high level of performance, measured in such terms as long term profits, quality, and customer satisfaction
High Performance Work System
· Challenge facing managers today is how to make their organizations into high- performace work systems with the right combination of people, technology and organizational structure to make full use of resources and opportunities in achieving their organizations goals
· According to research, org. that introduces integrated high performance work practices usually experience increases in productivity and LT financial performance.
· Creating a high- performance work system contrasts with traditional mgmt. practices- in the past, decisions about technology, org. structure and human resources were treated as if they were unrelated- more recently managers have realized that success depends on how well all these elements work together
· Elements of a HPWS-  the elements that must work together include:
· Organizational structure- 
· the way the org. groups its people into useful divisions, departments and reporting relationships
· ex. How many employees report to each supervisor etc.
· such decisions affect how well employees coordinate their activities and respond to change.
· In high performance work systems, org. structure promotes cooperation, learning and continuous improvement.
· Task Design-
· Determines how the details of the organizations necessary activities will be grouped, whether into jobs or team responsibilities.
· In HPWS, task design makes jobs efficient while encouraging high quality results
· People (Selection, Training and Development)
· HR professionals help recruit and select people who are well suited and prepared for their job 
· Training Development and career mgmt. ensure that these people are able to perform their current and future jobs and fit with the culture of the org.
· Reward Systems
· Encourage people to strive for objectives that support the organization’s overall goals
· Includes the performance measures by which employees are assessed, the methods of measuring performance and the incentive pay and other rewards linked to success,
· Information Systems
· Managers make decisions about the types of information to gather and the sources of information as well as who in the organization should have access to the information and how they will make info available
· Outcomes of a High Performance work system
· Include higher productivity and efficiency, contribute to higher profits as well as high product quality, great customer satisfaction and low employee turnover
· Some of these outcomes meet intermediate goals that lead to higher profits (ex. High quality contributes to customer satisfaction and customer satisfaction contributes to growth of the business)
· In HPWS the outcomes of each employee and work group contribute to the systems overall high performance
· When the organization adds or changes goals, people are flexible and make changes as needed to meet the new goals
· Conditions that contribute to High Performance:
· Certain conditions underlie the formation of a high performance work system:
· Teams perform work
· Employees participate in selection
· Employees receive formal performance feedback and are actively involved in the performance improvement process
· ongoing training is emphasized and rewarded
· employees rewards and compensation relate to the companies financial performance.
· Eqt. And work processes are structured and tech. is used to encourage max. flexibility and interaction among employees.
· Employees participate in planning changes in eqt., layout and work methods
· Work design allows employees to use a variety of skills
· Employees understand how their jobs contribute to the finished product or service
· Ethical behavior is encouraged
· Teamwork and empowerment:
· Employee empowerment- 
· Giving employees responsibility and authority to make decisions regarding all aspects of product development or customer service
· One of the most popular ways to empower employees is to design work so that it is performed by teams
· Teamwork and empowerment contribute to high performance when they improve employee satisfaction and engagement and give the organization fuller use of employees ideas and expertise. 
· For empowerment to succeed managers must serve in linking and coordinating roles and providing the team with the resources it needs to carry out its work
· Knowledge Sharing-
· Learning organization- an organization that supports lifelong learning by enabling all employees to acquire and share knowledge.
· the people in learning organization have resources for training and development and they are encouraged to share their knowledge with colleagues
· managers take an active role in identifying training needs and encouraging the sharing of ideas
· information systems, which capture knowledge and make it available even after individual employees who provided the knowledge have left the org., have an important role in making learning actively possible
· people are the essential ingredient in a learning organization- they must be committed to learning and willing to share what they have learned
· a learning organization has several key features:
· it engages in continuous learning- each employee and each groups ongoing efforts to gather info and apply the info to their decisions in a learning org. (in many org. aimed at improving quality)
· knowledge is shared
· critical, systematic thinking is widespread (occurs when org. encourage employees to see relationships among ideas and to test assumptions and observe results of their actions)
· the org. has a learning culture (learning is rewarded, promoted, and supported by managers and org. objectives)
· a learning culture creates the conditions in which managers encourage flexibility and experimentation
· employees are valued- org. recognizes that employees are the source of its knowledge
· Employee Satisfaction-
· Employees experience their jobs as fulfilling or allows the to fulfill ones important job values
· Several Aspects of job satisfaction are:
· Related to a persons values (what they desire to obtain)
· Diff. employees have different views of which values are important, so the same circumstances can produce different levels of job satisfaction
· Satisfaction is based on perception- each person compares the job situation to his/ her values and people are likely to differ in what they perceive
· Research supports the idea that employees job satisfaction and job performance are related
· Employee Engagement-
· The extent that employees are satisfied, committed to and prepared to support what is important to the organization
· Has both emotional and cognitive component
· Employees are engaged when they:
· Speak positively about the organization to coworkers, potential employees, and customers
· Have an intense desire to be a member of org.
· Exert extra effort and are dedicated to doing the very best job possible to contribute to the organizations business success.
· Org. with high engagement strive to foster emp. Passion for their work
· Passionate people are fully engaged with something so that it becomes part of their sense of who they are- occupational intimacy
· People experience occupational intimacy when they love their work, when they and their co- workers care about one another, and when they find their work meaningful.
· When measuring employee satisfaction and engagement through surveys org. should compare results from different departments as well as industry standards
· Org. should be ready to act on the results of these job satisfaction surveys as they often raise employee expectations
· Job Descriptive Index (JDI)- 
· a widely used measure of job satisfaction
· emphasized specific aspects of satisfaction (pay, the work itself, supervision, co- workers and promotions) 
· Exit Interview-
· A meeting of a departing employee with the employees supervisor and/ or HR specialist to discuss the employees reasons for leaving.
· A well constructed exit interview can uncover reasons why employees leave and perhaps set the stage for some of them to return
· Exit interviews are most successful when conducted by someone from HR (not mgmt.), in a neutral location/ over phone, and have open ended questions
· Stay Interview-
· A meeting with an employee to explore his/ her thoughts and feelings about the job and to uncover issues in the effort to prevent that employee from becoming disgruntled
· In the long run, high performance organizations foster the kind of work culture that encourages high levels of motivation, satisfaction, commitment and engagement
HRM Contribution to High Performance
· Job Design
· For org. to benefit from teamwork and employee empowerment jobs must be designed appropriately
· Often in a HPWS, employees are placed in work teams where employees collaborate to make decisions and solve problems
· Recruitment and Selection-
· At a HPWS reqruitment and selection aim at obtaining the kinds of employees who can thrive in this type of setting.
· these employees are enthusiastic about and able to contribute to teamwork, empowerment, and knowledge sharing
· employers may use group interviews, open ended questions, and psychological tests to find employees who innovate, share ideas, and take initiative
· Training and Development
· Training may be required to help employees learn the specific skills they need to perform the duties of their job
· Extensive training and development also are part of a learning organization
· Performance Mgmt-
· In HPWS employees know the org. goals and what they must do to help achieve these goals
· To set up a performance mgmt. system that supports the org. goals, managers need to understand the process of employee performance
· Ind. Employees bring a set of skills and abilities to the job and by applying a set of behaviors, they use those skills to achieve a certain result
· Guidelines on how to make the performance mgmt. system support org. goals:
· Define and measure performance in precise terms
· Link performance measures to meeting customer needs
· Measure and correct for the effect of situational constraints (monitor economic conditions, the organizations culture, and other influences on performance)- measures of emp. Performance should take these into account.
· Compensation and Rewards-
· Reinforce the impact of performance mgmt. by linking employee rewards in part to performance measures
· Org. can increase employee empowerment, satisfaction and engagement by including employees in decisions about compensation and by communicating the basis for decisions about pay
· Research has found that employee participation in decisions about pay policies is linked to greater satisfaction with the pay and the job.
· Managing Voluntary and involuntary turnover-
· Org. must try to ensure that good performers want to stay with the org. and that emp. Whose performance is chronically low are encouraged- or forced- to leave.
· Both of these processes involve employee turnover (emp. Leaving org.)
· Involuntary turnover- initiated by the employer
· Voluntary turnover- initiated by employees
· Employment/ labor standards laws in each of the federal, provincial and territorial jurisdictions set out the minimum req. employers must follow when terminating or laying off employees
· Due to the critical financial and personal risks associated with employee dismissal, it is easy to see why org. must develop a standardized systematic approach to discipline and discharge 
· Policies leading to employee separation should be based on not only the legal requirements but also principles of justice to ensure system is seen as fair
· Outplacement counseling- a service in which proffessionals try to help dismissed employees manage the transition from one job to another
· Handling employee discipline appropriately-
· Organizations look for methods of handling problem behavior that are fair, legal and end effective
· Progressive Discipline-a formal discipline process in which the consequences become more serious if the employee repeats the offence
·  If an employee has to be discharged, careful use of the procedure increases emp. Belief that the org. is fair and reduces likelihood of legal action
· to ensure fairness, the discipline system should provide an opportunity to hear every point of view and correct errors
· off- the- job behavior is also a concern to employers
Corporate Social Responsibility
· evolving concept integrating social, environmental and economic concerns into an org. values, culture, decision making, strategy and operations in a way that creates wealth and improves society (may also be referred to as corp. resp., corp. citizenship, resp. business, or triple bottom line)
· the more socially and environmentally responsible a company is, the more attractive it becomes as an employer.
· Sustainability (going green)- growing trend of employees leaving their lucrative private sector jobs to integrate their personal values with their professional goals.
· Volunteerism- charitable initiatives foster a sense of community within an org., therefore increasing emp. Satisfaction, engagement, and retention.
· Meaningful Work- matching employees with on- the- job roles and projects that are connected to their values and create a sense of meaning and purpose for employees.
· Ethics- in the long run, HP organizations meet high ethical standards (establishing fundamental principles for behavior such as honesty and fairness)
Taking a Key Role in Mergers and Acquisitions
· It is estimated that 80% of mergers and acquisitions result in reduced shareholder value due to a combination of business and people issues
· Reasons for failures include:
· Combining strategic weaknesses rather then strengths
· Top mgmt. conflict
· Failure to win employee support
· Loss of competitive position due to extended time to complete deal
· Due diligence- identifying potential risks and liabilities and any potential integration issues in terms of alignment of things like working conditions, benefits and pensions (culture, analysis & retention of talent, rewards structure, legal issues, and union issues)
Role of HRM Technology
· New technology usually involves automation- using equiptment and information processing to perform activities that had been performed by people
· Using automation improves efficiency by reducing the number of people needed to perform routine tasks as well as freeing HRM experts to concentrate on ways to determine how HRM can help the org. meet its goals 
· HRM Applications- some of the tech. that have been widely adopted are:
· Transactional Processing- computations and calculations involved in reviewing and documenting HRM decisions and practices, also includes activities req. to meet govt. reporting req. (computers enable companies to perform these tasks more efficiently).
· [bookmark: _GoBack]Decision Support Systems- computer software systems designed to help managers solve problems be showing how results vary when mgmt. alters assumptions or data (helpful in workforce planning)
· Expert Systems- Computer systems that support decision making by incorporating the decision rules used by people who are considered to have expertise in a certain area- designed to recommend the same actions that a human expert would in a similar situation
· HR Information Systems-
· A standard feature of a modern HRIS is the use of relational databases- which store data in separate files that can be linked by common elements- these common elements are fields identifying the type of data
· Typically used for entering employee data which can then be organized so the user can can sort data by location, rate of pay or training courses employees have completed
· By analyzing this data, HR could measure the LT success of its recruiting and selection processes (hired and terminated)
· HR Mgmt Online: E- HRM
· Proessing and accessing digitized HR info using an intranet or web portal
· Org. are enhancing their HR tech. to allow for self service-which allows an employee to handle mamny job related tasks that otherwise would have dallen to HR, mgmt., or admin.
· Not only does E-HRM provide efficient ways to carry out HRM functions, it also poses new challenges to employees and new issues for HRM to address
Effectiveness of HRM
· an HRM audit is a formal review of the outcomes of HRM functions, based on identifying key HRM functions and measures of org. performance ad customer satisfaction that would indicate each function is succeeding
· an HRM audit using customer satisfaction measures supports the customer oriented approach to HRM
· the usual way to measure customer satisfaction is to conduct surveys which provide info about the satisdaction of these internal customers
· Analyzing the effect of HRM Programs-
· Anoher way to measure HRM effectiveness is to analyze specific programs or activities which can measure a programs success in terms of whether it achieved its objectives and whether it delivered value in an economic sense.

Chapter 6: Training and Developing Employees
· Training consists of an organizations planned efforts to help employees acquire job- related knowledge, skills, abilities, and behaviors, with the goal of applying these on the job
· Training can benefit the organization when its linked to organizational needs and when it motivates employees
· Employees commitment to their org. depends on how their managers treat them
· In order to “win the war for talent”- mgmt. must be able to identify high- potential employees, make sure the org. uses the talents of these people and reassure them of their calue so that they remain satisfied and stay with org.
· Employee Development- the combination of formal education, job experiences, relationships, and assessment of personality and abilities to help employees prepare for the future of their careers
Training, Learning, and Development Linked to org. Needs & Strategy
·  The new psychological contract has created the expectation that employees invest in their own career development, which requires learning opportunities
· Growing reliance on teamwork creates a demand for the ability to solve problems in teams, an ability that often requires formal training
· The diversity of the Canadian population coupled with the globalization of business, requires that employees be able to work well with people who are different then them
· An effective training program actually teaches what it is designed to teach, and participants learn skills and behaviors that will help the organization achieve its goals 
· Training programs may prepare employees for future positions in the organization, enable the org. to respond to change, reduce turnover, enhance worker safety, improve customer service and product design and meet many other goals
· Instructional design- a process of systematically developing training to meet specific needs
·  To carry out this process more efficiently and effectively, a growing number of organizations are using a learning mgmt. system (LMS)
· a computer application that automates the administration, development and delivery of training and development programs

Needs Assessment
· Instructional design logically should begin with a needs assessment
· The process of evaluating the organization, individual employees and employees tasks to determine what kinds of training, if any, are necessary
· The answers to these questions provide the basis for planning an effective training program which is prompted by a variety of conditions:
· Mgmt. may observe some employees lack basic skills or are performing below expectations
· Decisions to produce new products, apply new technology, or design new jobs which require new skills
· Outside forces, such as customer requests or legal requirements
1. Organizational Analysis:
· A process for determining the appropriateness of training by evaluating the characteristics of the organization
· Looks at training needs in light of the organizations strategy, resources available for training, and mgmts. Support for training activities
· Will vary depending on whether the org. strategy is based on growing or shrinking its workforce, broad customer base or niche, and other strategic scenarios.
· Must consider whether the org. has the budget, time, and expertise for training- it can only be viable if org. is willing to support investment
2. Person Analysis:
· a process of determining individuals needs and readiness for training
· involves answering several questions:
· Do perf. Defeciencies result from a competency gap (lack of knowledge, skill or ability?
· Who needs training?
· Are these employees ready for training?
· Help manager to identify whether training is appropriate and which employees need training
· In certain situations such as the introduction of a new technology or service, all employees may need training 
· However if needs assessment is conducted in response to a performace issue, training is not always the best solution
· Manager should identify all variables that can influence performance (persons ability and skills, his/ her mindset and motivation, the organizations input, performance feedback and positive consequences to motivate good performance.
· Of these variables- only ability and skills can be affected by training.

3. Task Analysis:
· The process of identifying the tasks and competencies (knowledge, skills, behavior) that training should emphasize
· Usually conducted along with a person analysis as understanding shortcomings in performance usually requires knowledge about the tasks and work environment as well as the employee
· To carry out, HR professional looks at the conditions in which tasks are performed including the eqt., and environment of the job, time constraints, safety considerations, and performance standards
· For a selected job, analyst interviews employees and their supervisors to prepare a list of tasks performed on the job
· Then validates it by showing it to others and getting them to complete a questionnaire about the importance, frequency, and difficulty  of the tasks- basis for which will be the focus of the training

Readiness For Training
· Effective training requires not only a program that addresses real needs but also a condition of employee readiness
· A combination of employee characteristics and positive work environment that permit training
· The necessary employee char. Include ability to learn the subject matter, favorable attitudes toward the training and motivation to learn
· Employee Readiness Characteristics:
· Cognitive ability- being able to use written and spoken language, solve math problems and use logic to solve problems
· Many companies may need to provide basic training to employees who lack basic skills before they are able to begin job training
· Employees learn more from training programs when they want to learn the content of the training program-
· Employees tend to feel this way if they believe they are able to learn, see potential benefits from the training program, are aware of their need to learn, see a fit between the training and their career goals, and have basic skills needed for participating in the program
· Managers can influence a ready attitude by providing feedback that encourages, establish rewards for learning and communicate with employees about the organizations career paths and future needs
· Work Environment:
· Readiness for training also depends on two broad characteristics of the work environment:
· Situational Constraints- 
· Are the limits on trainings effectiveness that arise from the situation or the conditions within the organization 
· Can include a lack of money for training, lack of time for training or practicing and failure to provide proper tools and materials for learning and applying the lessons of training
· Social Support-
· Refers to the ways the org. people encourage training, including giving positive feedback and encouragement, sharing info about participating in training programs
· Support can come from employees peers as well as from supervisors and managers
Planning & Designing the Training Program
· Begins with establishing objectives for the training program then deciding who will provide the training, what topics will be covered, what methods to use and how to evaluate this training 
· Objectives of the Program:
· Formally identifying objectives for the training program will provide more ficus and be more likely to succeed, employees learn best when they know what the training is supposed to accomplish and finally establishing objectives provides a basis for measuring whether the program succeeded
· Effective training objectives have 3 components:
· They include a statement of what the employee is expected to do, the quality or level of performance that is acceptable and the conditions under which the employee is to apply what he/ she has learned (ex. Eqt. Failure, mental stressors etc.)
· They include performance standards that are measurable
· They identify the resources needed to carry out the desired performance or outcome
· When deciding who to train an org. must avoid illegal discrimination
· In House or Contracted out?
· to select a training service an organization cand send several vendors a request for proposal- a document outlining the type of service needed, the number and type of references needed etc. and date by which propsals should be received- a complete RFP should also include funding as well as the process by which the organization will determine its level of satisfaction.
· The cost of purchasing training from a contractor can vary substantially- in general it is much costlier to purchase specialized training tailored to the organizations requirements than to participate in a seminar or training course that teaches general skills or knowledge.
· Training administration- training administration includes activities before, during and after training sessions and coordination of the overall training program.
What Training Methods are Available
· It is important to ensure that the content of the training relates directly to the training objectives regardless of in house or contracted training
· Deciding how training will be conducted:
· Classroom instruction
· one of the least expensive and least time consuming methods of accomplishing a goal
· learning will e more effective if trainers enhance lectures with job related ecamples and opportunities for hands on learning
· with distance learning trainees at different locations attend programs online, using their computers to view lectures, participate in discussions and share documents
· Audiovisual Training
· Trainees work independently, using course material prepared in presentations, podcasts, videos or workbooks
· These methods can also supplement classroom instruction
· Challenges include ensuring that employees know when and how to use the relevant learning tools
· Computer- Based Training
· Less expensive than putting an instructor in a classroom of trainees 
· Current applications of computer based learning can extend its benefits:
· E-learning- receiving training via internet
· Electronic Performance Support Systems (EPSS)- provides access to skills training, information, and expert advice when a problem occurs on the job- using EPSS is faster and more relevant than attending classes, even those offered online
· On- the- job Training
· Training methods in which a person with job experience and skill guides trainees in practicing job skills at the workplace and can take various forms:
· Apprenticeship: a work- study training method that teaches job skills through a combination of on- the- job training and technical training
· Internship: OTJ learning sponsored by an educational institution as a component of an academic program 
· Cooperative Education: a plan of higher education that incorporates paid work experience as an integral part of academic studies
· Simulations
· a training method that represents a real life situation with trainees making decisions resulting in outcomes that mirror what would happen on the job
· Business games and Case Studies
· Behavior Modeling- 
· involves training sessions in which participants observe other people demonstrating the desired behavior, then have opportunities to practice behavior for themselves
· one of the most effective ways to teach interpersonal skills
· Experiential Programs-
· Training programs in which participants learn consepts and apply them by simulating behaviours involved and analyzing the activity, connecting it to real life situations
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